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Mentoring volunteer festival managers:
Evaluation of a pilot scheme in regional
Australia
Anne-Marie Hede and Ruth Rentschler
Centre for Leisure Management Research, Bowater School of Management and Marketing,
Faculty of Business and Law, Deakin University, Australia
Festival managers in regional locations often have limited access to didactic experiences in their
field. As such, developing strategies that enhance the skills of festival management in regional
locations can be challenging. This paper, set within the context of the Australian regional arts festi-
val sector, evaluates a pilot mentoring scheme developed by Regional Arts Victoria and Arts Victoria
to assist volunteer festival managers to enhance the management, and focus the artistic direction, of
their festivals. The results of the evaluation, based on six case studies, indicate that mentoring is
highly suited to this scenario. Recommendations are made with regard to the future application of
mentoring within this context, particularly in relation to communication and formalisation.
INTRODUCTION
Festivals have a number of functions in
society. They build community pride
(Wood, 2002), celebrate important occasions
and anniversaries (Clark, 1981), and provide
opportunities for the exchange of infor-
mation or goods and services within, and
between, communities (Ryan, 1995). For
individuals, festivals encourage community
members to reflect upon and continue
their culture’s history and traditions. For
example, Sofield and Li (1998, p. 277)
observed that the 800-year-old Chinese
Chrysanthemum Festival perpetuates and
venerates traditional culture and is ‘an
expression of both thanks for past prosper-
ity and hopes for future wealth’. As a type
of special event (Jago, 1997), festivals also
provide individuals with opportunities: to
escape the routines of their everyday lives;
for novel experiences; to satisfy their curios-
ity; and to be with people who are enjoying
themselves (Formica and Murrmann, 1997;
Kerstetter and Mowrer, 1998; Saleh and
Wood, 1998; Uysal et al., 1993).
Festivals are agents of cultural and social
change. As such, their organisers are
‘expected to act like [organisers of] other
industries, developing professional manage-
ment skills, performance indicators and
other markers of a mature and ultimately
self-sustaining enterprise’ (Craik et al., 2003,
p. 22). Many festivals, however, are managed
by volunteers (Spring, 1995), and while volun-
teers possess a range of skills, these are not
always honed for the tasks associated with
festival management. Both Regional Arts
Victoria (RAV) and Arts Victoria (AV), the
two main government instruments that
support arts festivals across the State of
Victoria in Australia, noticed this to be the
case in the arts festival sector in regional
Victoria.
While there are many courses in Victoria,
and in Australia, aimed at training festival
managers, most are delivered through the
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formal education system – and these are not
always accessible for those volunteering
their time to regional festivals. Furthermore,
they are not always designed with the arts
festival in mind. In response to these
issues, RAV and AV developed a pilot men-
toring program for arts festivals in regional
Victoria, Directions. The premise of Direc-
tions is that if festivals are managed well,
their outcomes will be enhanced for their
various stakeholders. This paper is based
on an evaluation of Directions.
The research undertaken for this paper
aimed to identify the areas of management
that festivals in regional areas perceive to
be of importance to them, and determine
whether mentoring was an effective method
of skill enhancement in this context. The
paper then provides a background to men-
toring as a management tool generally, and
more specifically in the arts sector. Follow-
ing this, the Australian regional arts festival
sector is described and an overview of Direc-
tions provided. Themethod employed for the
evaluation of Directions is outlined, followed
by an overview of the six festivals that
participated in the pilot mentoring
program. The results are then presented
and synthesized, reflected upon, and
discussed. Finally, recommendations are
posed for the future of mentoring in this
context and for further research on the topic.
While this study is practically focussed as
it examines mentoring within the context of
arts festivals, it also contributes to the litera-
ture on volunteers (cf. Geroy et al., 2000; Jago
and Deery, 2000; Lourdes, 1999; Whitaker,
2003; Williams, 2003). Given that the
program was targeted at volunteers of arts
festivals, the study contributes to the
growing body of literature on volunteers
within the context of festivals and events
(cf. Davidson and Carlsen, 2002; Elstad,
1996, 2003; Pegg, 2002; Saleh and Wood,
1998; Slaughter, 2002; Solberg et al., 2002;
Williams et al., 1995). To date, the literature
on volunteers undertaken within the
context of festival and events has highlighted
some interesting findings. As example,
Solberg et al. (2002, p. 26) investigated the
‘value’ of volunteers at the 1999 World Ice
Hockey Championship and found that a
large number of the volunteers at that
event ‘received so-called psychological
returns from [their participation]’ and that
‘more than 80% would do the job over
again’. Furthermore, Elstad (2003) found
that in the case of one jazz festival, over
30% of volunteers felt that they could have
withdrawn their services at some stage
during the course of their involvement in
the festival. Noticeably, however, much of
the research on volunteers within the
context of festivals has focussed on volun-
teers at the operational level. Little interest,
however, has been directed towards those
volunteers that manage festivals and
events. Hence, this paper addresses a gap
in knowledge.
MENTORING AS A MANAGEMENT TOOL
RAV and AV decided that Directionswould be
mentor-based. As a management tool, men-
toring has been traced to ancient Greece,
although Tenner (2004) suggested that con-
temporary mentoring only emerged in the
1970s. Indeed, Tenner suggested that,
today, mentoring is as much a career tool
as is a curriculum vitae or a resume.
DuBois and Neville (1997, p. 228) referred
to Nettles’ description of contemporary
mentor programs as those that are seeking
to establish ‘a one to one relationship
between [the mentor] and. . .the mentee in
meeting academic, social, career or personal
goals’.
Although there is ample literature on the
topic of mentoring, particularly in education
(cf. Booth, 1993; Edwards and Collison, 1995;
Zanting et al., 2003), and at-risk youth
(cf. Freedman, 1988), much of it appears to
lack a common understanding of what
constitutes mentoring. Stone (1999) clarified
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some of the differences between mentoring
and other related concepts, including coach-
ing and counselling. He described coaching
as the function of hiring, training and evalu-
ating one’s ‘team’; counselling as the func-
tion of communicating with those on the
team who are not performing well; but
mentoring, which is directed at the best per-
formers on the team, encompasses being a
role model, coach, broker, and advocate.
He further added that mentoring might
involve sustaining the motivation of volun-
teers despite limited opportunities. There
appears to be some overlap of these related
concepts, but overall mentoring is a multi-
dimensional activity with various foci that
involves instructing, advising, providing
feedback, evaluating and challenging the
mentee (Zanting et al., 2003).
DuBois and Neville (1997) noted that much
of the contemporary research and literature
on mentoring has focussed on the establish-
ment of mentoring programs. Austin et al.
(2002) described the evolution of one men-
toring program, within the context of a
university, and its transformation from an
informal to a formal program through the
process of review. In the case of that mentor-
ing program, policies were eventually devel-
oped in relation to mentor co-ordination,
activities, training for mentors and feedback.
Other ways in which it was thought that the
program might be improved included the
use of online communication opportunities,
social functions for participants, and the
linking of the program into a formal subject
for academic credit.
In terms of evaluation, Sipe (2002) noted
that a number of studies have been under-
taken to identify the reasons that mentor
programs are successful. She noted that
there is consensus in the literature that the
‘key to creating effective mentoring relation-
ships lies in the development of trust
between two strangers’ and that this criti-
cally relies on the approach of the mentor.
Furthermore, Parra et al. (2002) highlighted
that previous research on mentoring has
identified that ‘more positive perceptions of
program training and support should
predict greater benefits and relationship
continuation’.
MENTORING IN THE ARTS
In the arts, mentoring has been less goal-
oriented than a traditional teaching relation-
ship and success is measured by depth of
knowledge and competency rather than
content curriculum covered (Young and
Perrewe´, 2000). Mentoring in the arts
focuses on creating and facilitating net-
works, enhancing pathways, and engaging
in essential discourse. Mentor schemes are
currently used for Indigenous, metropolitan
and regional arts programs for this purpose
by organisations such as the Australian
Film Commission, Arts Victoria, the contem-
porary dance company Chunky Move, and
the Alice Springs Youth Arts Group.
Mentoring relationships can offer arts
practitioners opportunities to engage in
experiences appropriate to their current
abilities and their future potential. In
addition to the observable skills required in
the arts industry, individual success can
depend on a range of complementary skills
and knowledge not formally encountered
by arts organisations, such as writing grant
applications, networking with other organis-
ations, flexible and creative approaches to
engaging with the surrounding community
(Hunter, 2005). The mentor relationship
facilitates the enhancement of these types
of skills by demystifying the processes and
clarifying the pathways that lie before the
arts practitioner.
ARTS FESTIVALS IN AUSTRALIA
The end of the harsh European winters pro-
vided the impetus for carnivals; the end of
picking seasons signified an abundance
of food for farming communities in the
Mentoring volunteer festival managers 159
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USA – but these traditions were less mean-
ingful for Australians. Hence, festivals
emerged as a means in which to celebrate
Australian traditions (Alomes, 1985). Arts
festivals, in particular, have become an
important part of Australian culture; most
Australian capital cities boast an inter-
national arts festival, and increasingly
regional towns are using arts festivals to
showcase their region’s talents and add cul-
tural cachet to their town. Spring (1995) con-
ducted the first survey of arts festivals in
Australia for the Australia Council (the
federal government’s arts funding and advi-
sory body). Until then, little was known
about the contribution of festivals to the cul-
tural industry.
Some 1300 festivals are now staged in
Australia (ABS, 2002, 2003): a large pro-
portion of them are arts festivals. In a popu-
lation of near 20 million (Anon., 2005), this
makes it a highly competitive industry.
In the United Kingdom, there are 550 arts fes-
tivals (Allen and Shaw, 2004) servicing a
population of 58.5 million (Anon., 2005).
From a managerial perspective, the arts,
including music, painting, sculpture, drama,
opera and literature, can add creativity to
festival programming – a successful artistic
program can be an effective means of dis-
tinguishing one festival from another (Lade
and Jackson, 2004). Producing and delivering
the arts are, however, new territories for
many festivals.
Australia tends to focus on its capital cities
as the centres of activity. Melbourne,
Sydney, and Adelaide, for example, have
become the gateways to regional locations.
Furthermore, there are vast differences
regarding the pace of life and the services
that are available in regional locations
other than cities. Frost (2006) noted the
declining employment opportunities in agri-
culture and forestry, the closure of many
services and the exodus of young Australians
to the cities, as factors that have impac-
ted regional Australia. Consequently,
regional Australia can be isolated – both geo-
graphically, and at times psychologically,
from the larger capital cities. In the face
of these attributes, however, the festival
sector in Australia has become quite
vibrant. Still, RAV and AV identified that
there is a need to develop networks within
the regional festival sector to enhance the
outcomes of festivals in those areas.
DIRECTIONS AND MENTORING
While RAV and AV identified the need to
develop networks and skills within the
regional arts festival sector, they also recog-
nised the challenges, including the tyranny
of distance, time and resources, to provide
opportunities for volunteer festival man-
agers to develop their skills. Mentoring
seemed to be a suitable way in which to over-
come these challenges. Directions was a pro-
gramme designed by RAV and AV to assist
volunteer organisers of regional arts festivals
to define and develop the artistic direction of
their festivals by facilitating the establish-
ment of mentees/mentors relationships.
A budget was set for Directions which
allowed for six regional festival managers,
who were also volunteers, to each be men-
tored by three experienced festival artistic
directors. Directions was initiated by a call
for expressions of interest, which detailed
the requirements of participants, specifically
that they would be required to attend a brief-
ing session in Melbourne, Australia (which is
the capital of Victoria), communicate with
their mentors on a needs-basis over the fol-
lowing three months, and attend a seminar
in a regional location coordinated by the
RAV and the AV when the program would
be discussed in a public forum. Successful
applications were provided with a small
budget to facilitate their participation in
the program.
RAV and AV assessed the submissions and
based on the quality of their submissions
and their demonstrated need for mentoring
160 Hede and Rentschler
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selected six festivals to participate in the
program. The final sample of festivals com-
prised six small festivals, including four
music festivals, one theatre festival, and
one craft festival. Spring (1995) observed
that the festival sector in Australia com-
prises a few large festivals and a large
number of small festivals, and that the most
common type of festival is the music festival.
The three mentors were selected by RAV and
AV based on their experience as artistic
directors in Victoria. Each mentor was
assigned two mentees to work with for the
program. Mentors and mentees were
matched in respect of the mentors’ experi-
ence, the festivals’ art form, stage of festival
development, and geographic location of
both the mentees and the mentors. It was
acknowledged that some mentors would be
working with more than one mentee from
each festival and this was deemed to be suit-
able, given the nature of festival management
in regional locations. In most instances, the
mentoring entailed two or three face-to-face
meetings, and more frequent contact via
telephone or email.
METHOD OF EVALUATING DIRECTIONS
As this was the first analysis of mentoring
in regional arts festivals, there was no
specific model on which to base the analy-
sis. The Five Stage Approach to Evaluation
developed by Woolf (2004) was used to
guide the evaluation of Directions. Woolf’s
approach to evaluation has been used in
the arts arena extensively (cf. Williams
and Bowdin, 2005). The five stages to
evaluation are planning, collecting evi-
dence, assembling and interpreting, reflect-
ing and moving forward, and reporting and
sharing.
1. In terms of planning, the researchers
and RAV developed an overall approach
to the evaluation, that is, how long it
would take, who would be involved,
how the informationwould be collected,
what questions would be asked of par-
ticipants, and how the results would
be collated and disseminated.
2. The evidence was collected via overt
participant observation at the initial
briefing session, via web searches of
the festivals, and by undertaking semi-
structured in-depth interviews at the
conclusion of the program. Interview
questions, which formed the basis of
audio-taped telephone interviews,
were developed taking into consider-
ation the objectives of Directions and
its method of delivery. This method of
data collection was deemed to be
appropriate, given the locations of
the participants and the researchers.
Questions included in the interviews
related to managerial practices, artistic
direction, expectations, and short-term
and expected long-term outcomes
of program participation. The same
questions were asked of mentees and
mentors. Each interview was approxi-
mately one hour in duration. In total
nine interviews were undertaken – one
with the key mentee from each of the
festivals and one with each of the
three mentors.
3. The authors then independently ana-
lysed the transcripts of the interviews
for salient themes, focussing on two par-
ticular concepts: (i) the areas of man-
agement that were of concern to the
festivals and (ii) whether the mentoring
process was effective. The researchers
then discussed their analyses, refined
them, and assembled the data.
4. The researchers then reflected upon
the findings and proposed ways in
which the regional arts festivals could
move forward using mentoring in the
future.
5. The results were then disseminated at a
public forum organised by RAV and AV,
via FESTNET (a website for festivals
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hosted by RAV) and a number of scho-
larly publications.
Brief profiles of the six participating festivals
are now provided for readers. Following this,
a synthesis of the information gained from
the analysis is provided, which then form
the basis of the discussion. Where direct
quotes have been used, pseudonyms have
been used to protect the identity of the
mentors and mentees. However, it is
acknowledged that individuals participating
in the programmay be identified nonetheless
as the program has been discussed in public
forums organised by RAV and AV previously.
PARTICIPATING FESTIVALS AND THEIR
PROFILES
The six festivals that participated inDirections
were The National Celtic Festival, Bruthen
Blues and Arts Festival, The Stitched-up
Textile Festival, Apollo Bay Music Festival,
the Stratford on Avon Shakespeare Festival,
and the Moss Vale Music Festival. While
three of the festivals are situated in the Gipps-
land region, Gippsland covers a very large
area; as such the festivals in this region are
not in direct competition with each other.
The festivals, while not chosen on the basis
of the art they represented, provided a
cross-section of the arts sector. The profiles
of the festivals are provided in Table 1.
MANAGEMENT AREAS PERCEIVED AS
BEING OF IMPORTANCE TO THE
FESTIVALS
Seven key management areas were identified
as being as of importance to the participating
festivals.
Strategic Development
Strategic development was raised at the
Bruthen Blues and Arts Festival, the National
Celtic Festival, and the Moss Vale Music
Festival. The themes that emerged under
this heading were the development of a stra-
tegic business plan, developing strategies to
broaden the festivals’ appeal to markets, and
the need to sharpen the appeal of the festi-
vals through clearer artistic aims. The men-
toring process enabled the mentees to
examine past and present practices so that
they could identify opportunities for future
direction. The mentors encouraged the
mentees to connect strategic planning and
artistic direction more explicitly. For
example, one Mentor, Catherine, encouraged
the mentee for the Stitched-up Textile Festi-
val to view a change of venue as an opportu-
nity to recreate the opening event and as a
way of getting people into the festival zone,
and adding value to the festival through art.
Stakeholder Relationships
A number of participants raised the pro-
blems associated with isolation in regional
locations, and the mentoring process specifi-
cally focussed on the developing relation-
ships with stakeholders to address this
problem. For the Moss Vale Festival, in
South Gippsland, for example, networking
and building links with other organisations,
artists, and community groups in regional
areas were determined as being invaluable
to the festival’s sustainability. It was also a
way of enhancing interesting opportunities
for program diversification. A number of
relationships had already been forged by
the festival, but these were not instantly
apparent to the festival’s mentee. Mentoring
for artistic direction assisted in highlighting
these relationships. For example, while in
2004 hay bales were used to buffer the
sound of a very noisy generator as a result
of involvement in Directions in 2005, they
were used as part of an art installation. The
hay bales emerged as a symbol of the Moss
Vale region, the plight of the local farmers
in recent years and a celebration of the
recent harvests that the farmers were experi-
encing. Thus, Directions was instrumental in
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identifying, accentuating, and articulating
the connection between the festival and
members of the local community.
Following on from this, the opening of the
Commonwealth Games in Melbourne
coincided with the 2006 Moss Vale Music
Festival. As a direct result of Directions, the
festival approached the local Shire as to
how they could work together to harness
opportunities arising from this international
event. Moss Vale Music Festival’s world
music image became a feature of the Shire’s
Commonwealth Games event strategy.
Further, the organisers of the Moss Vale
Music Festival also worked closely with the
Indigenous community to ensure that it was
represented in the 2006 program, as Indigen-
ous Australia was a key plank in the
Commonwealth Games cultural program.
Audience development
Audience development was important for
the National Celtic Festival, Stitched-up
Textile Festival, and the Bruthen Blues
Festival. Strategies to develop audiences
that were identified through the mentoring
process included broadening the scope
of the festivals through the addition of
a visual arts component, encouraging
the participation of a broad range of
local community members in festival
programming, offering community-based
arts and music activities, and employ-
ing market research to identify new
audiences.
In the case of the Bruthen Blues Festival,
Directions accentuated the need to success-
fully diversify its program, and assisted the
mentee to implement strategies aimed at
achieving this objective. Bruthen Blues
Festival’s mentee acknowledged that while
there was a need to diversify the program
to develop its audiences, she was also
cognisant of the need to retain the festival’s
heritage and established audiences. She
said:
Table 1 Participating Festivals and Profiles
Festival Location Theme Duration Activities Feature
National Celtic
Festival
Bellarine
Peninsula
Celtic heritage 3 days Street
Performances
Workshops
Australia’s largest arts
and cultural Celtic
event.
Bruthen Blues
and Arts
Festival
East
Gippsland
Blues music 2 days Performances
Activities
Biggest Little Blues
Festival in Australia. 10
year celebrations in
2005.
The Stitched-up
Textile Festival
North
East
Victoria.
Regional
textiles
2 days Workshops
Displays
Competitions
In operation since 1998.
Change of venue in
2004 to Showground
Pavilions.
Apollo Bay Music
Festival.
Geelong
Otway
Region
Music of any
genre
2 days Performances
Activities
Operating for 10 years.
Well-established brand
in the market place.
Stratford on Avon
Shakespeare
Festival
Gippsland Shakespearian 10 days Village fair
Workshops
Performances
First staged in 1991.
Moss Vale Music South
Gippsland
Folk music 2 days Performances
Activities
World music festival
Mentoring volunteer festival managers 163
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“. . . we have a lot of diehard blues people
that come. So we don’t want to throw the
baby out with the bath water, but we want
to expand it [the festival program]. . . so it’s
not just the blues. It’s still got that element
there but there’s a whole lot of stuff that’s
much more community oriented” [Mentee
BBAMF].
The National Celtic Festival also recognised
opportunities for audience development
and, indeed, the Festival’s mentee noted
that Celtic traditions of art and culture are
being interpreted and accepted in Australian
communities through a range of media. She
believed then that this phenomenon was
stimulated by the Lord of the Rings which
showcased aspects of Celtic culture to Aus-
tralian communities. Some of these have
been embraced by new, non-traditional or
fringe markets for Celtic culture and art.
This phenomenon provides the National
Celtic Festival with opportunities to commu-
nicate with new and different audiences. Yet,
similar to the thoughts of the Bruthen Blues
Festival’s mentee, the National Celtic Festi-
val’s mentee also recognised that there is a
proven market for the festival that holds tra-
ditional views of Celtic culture and art. Thus
the challenge for the National Celtic Festival
is to manage any tensions that emerge
between traditional audiences and new
audiences.
Similar issues emerged for the Stitched-up
Textile Festival. Stitched-up Textile Festival’s
mentor recognised that difficulties some-
times emerge when balancing festival
content with artistic direction. She stated
that it would be important for the directors
of Stitched-up Textile Festival to ‘understand
the difference between programming for
content as opposed to programming for
artistic direction’ to ensure the successful
artistic direction of the festival. This meant
careful diversification, posing some con-
cerns for the mentee. In this instance, diver-
sification not only means broadening the
appeal, but also the introduction of exclusive
practices that involve targeting some works,
while rejecting others. This was considered
to be problematic for a regional festival as
previous practice had been to generally
accept all the work tendered for inclusion.
Participation in Directions seemed, however,
to assist the mentee to understand the need
for such an approach.
Marketing, with an Emphasis on Branding
Branding was particularly important for the
Stratford on Avon Shakespearian and the
Moss Vale Music Festivals. In the case of
the Stratford on Avon Shakespearian, the fes-
tival was branded by its location, and while
this is useful for providing the festival with
a ‘sense of place’ and Stratford with an iden-
tity, it has perhaps contributed to the fact
that the festival has not gained strong
support from the residents of the local
Shire, beyond Stratford. Similarly, the festi-
val’s theme places a boundary on it. It was
acknowledged that the theme needs to be
capitalised upon more effectively in future.
Solutions were developed through the men-
toring process, which included identifying a
broader set of stakeholders for the festival,
that is, beyond Stratford and beyond
Shakespearians – and actively engaging
them in communication.
Both the Moss Vale Music Festival’s
mentee and mentor recognised the need for
the festival to also engage more actively
with the local community and its musicians,
and although its world music brand was per-
ceived to be a strength, participation in
Directions assisted the Moss Vale Music
Festival’s mentee to analyse how the brand
was impacting upon the perceptions of the
festivals by the local community and local
festival musicians. While initially seen as a
strength, the ‘world music’ brand was to
some degree stifling the festival’s potential
to engage with these important stake-
holders. Through participation in Directions,
strategies were developed to capitalise on
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the brand, so that the festival could more
actively engage with local musicians and
the community.
Decision-making Skills
As volunteers, many of the mentees lacked
confidence to make decisions in an entrepre-
neurial style. While they were generally con-
fident in making ‘safe’ decisions, some of the
mentees acknowledged that they wanted to
develop their decision-making skills to gain
a competitive edge for their festivals. Devel-
opment of decision-making skills was import-
ant for National Celtic Festival and Moss Vale
Music Festival. Indeed, the mentoring
process assisted the National Celtic Festi-
val’s mentee to finalise a number of aspects
of a three-year strategic plan, particularly
with regard to the artistic direction of the
festival. She said Directions ‘really lifted our
confidence and enthusiasm and gave us
more drive to work on those [artistic]
areas’ [Mentee NCF]. Similarly, the Moss
Vale Music Festival’s mentee acknowledged
that there was a need to make decisions
about the festival more strategically than
had been the case in the past. Short-term
and long-term decisions were now seen to
compliment each other, whereas in the past
they were not as well-connected with each
other. For example, the Moss Vale Music Fes-
tival’s mentee suggested said that ‘. . . [we]
feel more secure that we don’t have to get
huge amounts of money, that if we are think-
ing long-term we can do something that aids
the artistic development as well as the
specific things for that year’ [Mentee MVMF].
Financial Considerations
Financial considerations are an important
and often over-looked aspect of festival man-
agement, including funding and finances.
The Bruthen Blues and Music Festival, for
example, has had minimal success gaining
funding, but the mentoring process assisted
the mentee to identify how the festival’s
funding applications could be improved
upon in the future. Participation in Directions
enabled Bruthen Blues and Music Festival’s
mentee to view the funding application
process more strategically, and to recognise
the value of developing applications as a
team. It also became evident to the mentee
that by broadening the artistic direction of
the festival, funding sources would also be
broadened.
For the National Celtic Festival, a planned
organisational restructure, deemed necess-
ary for the sustainability of the festival,
would rely on sourcing new funds for its
implementation. The mentoring process
assisted the festival’s mentee to consider
alternative financing opportunities to
include networking with other festivals so
that costs can be defrayed over more than
one festival; marketing and merchandising,
particularly through the internet and
web-based activities; and identifying alter-
native sources of income, from various
government departments and philanthropic
organisations.
Human resource management
Human resourcemanagement entails recruit-
ment, development, and people motivation
for festival success. Festivals for whom this
was perceived as particularly important
included National Celtic Festival, Apollo
Bay Music Festival, and the Stratford on
Avon Shakespeare Festival. Both the Apollo
Bay Music Festival’s mentor and mentee
agreed that attaining a balance between the
use of paid staff and volunteers is a challenge
for the festival. Issues associated with volun-
teer management centred on the pressures
placed upon a small group of individuals
running the festival. Although there is a
wealth of experience from the business and
corporate sectors in this group, gaps
remain in its skills-set with regard to artistic
direction and event operation management.
As a result of Directions, the committee has
Mentoring volunteer festival managers 165
D
ow
nl
oa
de
d 
by
 [D
ea
kin
 U
niv
ers
ity
] a
t 1
8:4
2 2
5 S
ep
tem
be
r 2
01
1 
recognised the importance of restructuring
the Apollo Bay Music Festival’s management.
In the short-term, it was decided to create
one paid position on the committee. It is
not intended, however, that any restructur-
ing of the management should alter the festi-
val’s programming or artistic direction.
Rather, it was thought that this change
would affect the festival at a deeper struc-
tural level so that the sustainability of the
festival can be enhanced.
Similar issues were raised by the Stratford
on Avon Shakespeare Festival’s mentee. For
this festival the ‘problems that were ident-
ified were burnout of volunteers, the paid
people compared to volunteers and the ten-
sions around that. . .and . . . developing a
dynamic program and up-skilling the individ-
uals in the management committee who have
a real input into program development’
[Mentee SASF]. Solutions to these issues
included developing strategies to enhance
the skills of committee members, or ‘up-skil-
ling’, increasing levels of skills transfer
within and from the committee, and ‘out-
sourcing some of the most complex and
time-consuming aspects of the festival’
[Mentee SASF]. The committee plans to dis-
tinguish those areas of festival management
and logistics that can realistically rely on vol-
unteers and those that are more suitable to
paid employment to address the ‘. . .growing
issue of the problem of defining which parts
of the festival planning and implementation
we attach money to in terms of paying
people and which parts are seen as a volun-
tary component’ [Mentee SASF].
Furthermore, formalising the roles and
responsibilities of both paid employees and
unpaid volunteers is required. These issues
relate to both the general management of
the festival and to its artistic direction. The
committee intends to network and collabor-
ate more actively with other festivals and
discuss approaches to human resource man-
agement, explore a range of policies, and
examine position descriptions. These
solutions are associated with the process of
succession planning and resource allocation,
which are important for any organisation’s
sustainability. Furthermore, the Stratford
on Avon Shakespeare Festival now realises
that it competes for funding, both generally
and in relation to the arts, against other
sophisticated festivals.
As illustrated, not all these areas of man-
agement were of concern to all the festivals;
however, there was considerable commonal-
ity among the festivals with regard to what
areas of management are perceived to be of
importance to them.
EFFECTIVENESS OF DIRECTIONS
This study evaluated the effectiveness of
Directions and the potential of mentoring
within the context of the regional arts festi-
val sector in Victoria, Australia. Importantly,
the structure of Directions appears to have
enabled the mentees and mentors to focus
on the issues that were of perceived import-
ance to them, not those that would have
been delivered as part of a formal training
program. The findings in relation to the effec-
tiveness of Directions indicate that mentor-
ing has the potential to be highly useful
within the context of regional arts festivals.
From this evaluation, mentoring seems to
have the potential to assist participants to
identify and articulate issues of concern
and opportunities for their festivals. Further-
more, and possibly more importantly, men-
toring assists participants to develop
strategies specific to their needs and objec-
tives that enable them to address their con-
cerns, harness opportunities, and develop
skills to operationalise those strategies in
the future.
The style of mentoring that developed in
the program differed from traditional forms
of mentoring in that the mentoring in Direc-
tions was not always done on a one-to-one
basis. Often, the mentors worked with pairs
of mentees (from the same festival), and in
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some cases the mentors worked with entire
committees. Furthermore, the goals were
not personally oriented; rather they were
oriented towards the festivals. These devi-
ations from the traditional notion of mentor-
ing, however, seemed to be appropriate and
contributed to the success of the program.
The mentors in this program appeared to
act as role models, coaches, brokers, and
advocates, which Stone (1999) identified as
the key attributes of mentoring. They
instructed, advised, provided feedback, eval-
uated and challenged the mentees, and thus
can be seen as responding to the recommen-
dations of Zanting et al. (2003).
DISCUSSION
This study provides an analysis, through
case study examples, of the flexibility of men-
toring. Directions provided the mentees of
the program with professional development
that they often find difficult to access in
regional locations. Further, it provided the
mentees with management frameworks
within which to implement their new-found
skills. Moreover Directions actively trans-
ferred skills within the festival sector. As a
pilot program, Directions was relatively infor-
mal and this seemed to suit the nature of the
problems encountered in the regional arts
festival context. Online communication
opportunities may be particularly useful
ways to address some of the unique issues
that relate to festivals in regional locations.
While there is always the temptation to for-
malise something that is seemingly success-
ful, in this instance, formalising the
mentoring program may be counter-
productive. Directions provided opportu-
nities to develop unique responses to the
challenges that each of the festivals were
encountering.
This study also highlights that volunteer
festival managers perform a diverse range
of activities, including strategic planning,
human resource management, marketing,
funding raising via grant applications, ticket-
ing and merchandising, stakeholder manage-
ment, festival programming, and tourism
development and planning – all while volun-
teering their services to the festivals, and all
set within the context of artistic direction
and within a management framework.
Clearly, Directions benefited the partici-
pants of the program. By disseminating
the outcomes of program, other festivals
can learn from Directions. RAV and AV
have already begun to do this at confer-
ences and symposiums for regional festi-
vals. Evaluation of this pilot program
provides an opportunity for RAV and AV,
in particular, to assess the need for such
programs and, as required, develop pro-
grams to meet the needs of the burgeoning
festival sector in regional Victoria. The
underlying principles of Directions, where
knowledge was disseminated, skills were
enhanced, and networks developed in the
regional Victorian festival sector in Austra-
lia, can be used by a number of other stake-
holders in the festival sector, nationally and
internationally.
While other research on mentoring has
recommended the formalisation of the men-
toring programs (cf. Austin et al., 2002), it
seems that the key to the success of Direc-
tions was its informality and its flexibility to
respond to the unique needs of the festi-
vals involved. Another reason for the
success of Directions seems to have been
the motivation of those involved to
develop relationships with their mentors
or mentees. This was particularly obvious
at the briefing session because the
mentees and mentors demonstrated reci-
procal respect for each other and their abil-
ities as artistic directors and festival
managers. Hence, Parra et al. ’s (2002)
assertion that ‘more positive perceptions
of program training and support should
predict greater benefits and relationship
continuation’ has been supported by this
study.
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FURTHER RESEARCH ON MENTORING
AND FESTIVALS
This paper has investigated mentoring
within the context of festival management.
While mentoring has long been recognised
in the arts as a suitable method of training
and for knowledge transfer, its application
within the context of arts festivals appears
to have been limited. In terms of research
on mentoring within the context of festivals,
this can only be done if researchers are
aware of mentoring programs in place
within the context of regional arts festivals.
It may be that mentoring is being used
within this context, but perhaps less for-
mally than was the case for Directions.
Research to investigate whether this is the
case is a worthy line of inquiry. While this
study explored the outcomes of Directions
for the festivals shortly after the completion
of the program, the impact of future pro-
grams may be more fully evaluated using a
longitudinal approach. It may be useful to
explore the impact of Directions on the festi-
vals, and the participants of the program, in
two or three years’ time.
In summary, Directions was innovative, yet
it employed an acceptable and recognisable
method of training and transferring knowl-
edge for the arts sector. The method used
to evaluate the program was suitable, given
the exploratory nature of evaluation itself.
It assisted in uncovering the salient themes
that are of concern to festival directors in
regional areas. Further research on this
topic incorporating a larger number of festi-
vals, for example, may find a greater, more
diverse, number of these salient themes
that are relevant for the festival sector.
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